numbing effects of complexity and the themes rapid change brings and actually shape the world by muddling along':
As members of societal organizations, our past methods of planning arguably resulted in tremendous advances in technology and standards of living. Our planning forte has been short-term, analysis-driven, reactive planning. We haven't done as well in jongterm, synthesis-driven, active planning. 1 The complex environment and the demands of change suggest modification of current methods of planning. To cope with complexity and change, plans must seek relationship, relevance, and synergy. Plans must also relate to the future. Since some types of planning have been successful, we need to retain successful methods and combine them with a synthesis-driven, holistic approach to t planning. Holistic planning's precepts avoid paralysis and eschews muddling along.
Holistic planning provides a path to shape the future.
Holistic planning is nothing new; it approaches reality in a slightly different way than usual. Holistic planning involves combining entities. It uses detailed analysis but goes another step and synthesizes the results of analyses into wholes. To understand holistic planning, leaders and planners first have to appreciate current planning procedures then recognize existing problems --the first two parts of the paper explore these subjects.
Because theory provides the underpinnings of holistic planning, the paper briefly discusses it. The paper then discusses the tenets of holistic planning: coherency, combination, and continuity. Enlightened use of these tenets provides the conditions for holistic planning to succeed. The last portion of the paper provides some concrete ways to develop holistic planners.
CURRENT STATE OF THE ART
Effective planning turns chaos into order. Order and its principal side-effect, stability, provide people a way to cope with a bewilderingly complex environment --their real world. To be effective, planning has to relate to the real world. Tightly interwoven. interrelated tapestries of reality make up our world. This relatedness is everywhere --in nature, domestic and international affairs, and, especially for the purposes of this paper, in military and security matters. Today, for example, the United States' national security relates to domestic politics, global trade and finance, and international politics. No , element of the international political system exists in isolation; all relate to each other. A holistic thinker would go so far as to say that the interrelationships of the international political, economic, and security systems closely resembles interrelated patterns of nature.
Thus, planning could mirror nature's relatedness and man's constructed environment.
Let's look briefly at what a plan is and what needs improvement in our current
J .
methods of planning. A working definition of a plan is, "a method of achieving something, a way of carrying out a design. ''2 An expert in corporate planning says planning is, "the design of a desired future and of effective ways of bringing it about. "3 A plan provides a means of orienting the future --it's a path or design to accomplish goals, objectives, or end-states.
The words 'path' and 'design' suggest thinking; planning can't occur without thought, but it can occur, and often does occur, with substandard thinking. So the issue
quickly becomes, what is good thinking? Typically, thinking almost exclusively involves analysis, "a separation or breaking up of a whole into its fundamental elements or component parts. ''4 Atypically, thinking involves synthesis, which is, "the combining of often varied and diverse ideas, forces, or factors into one coherent or consistent complex. ' '5 Because decision-makers and planners usually analyze better than they synthesize, they have trouble pulling together fragments of the future, embedded in the present and past, into a coherent whole. 6 Our national problems with antiquated industrial capital and crumbling infrastructures provide testimonial to this assertion.
Typically. decision-makers and planners seem fascinated with statistics and numbers, with knowiJzg but not necessarily understanding. They seldom combine the results of analysis with searching for broader meanings, discovering relationships, and achieving coherency. Typically, thinking orients on the short-range. Often needs of the moment, emergencies, and requirements for immediate success or profit influence , thinking and planning. Atypically, thinking involves a broader perspective and long-range focus. Typically, thinking flows linearly, uses analogy, and extrapolates from historical trends. Atypically, thinking involves creativity, "...the quality of originality that leads to new ways of seeing and novel ideas. It is a thinking process associated with imagination, insight, invention, innovation, ingenuity, intuition, inspiration, and illumination. ''7
How can plans shape the future? Planners can combine opposites into wholes --analysis and synthesis, short-and long-range thinking, and linear and creative thinking.
Combinations of wholes create a force greater than any separate whole. Combinations like these create synergy, "the action of two or more substances, organs, or organisms to achieve an effect of which each is individually incapable. ...man is a frivolous and incongruous creature, and perhaps, like a chess player, loves the process of the game, not the end of it. And who knows...perhaps the only goal on earth to which mankind is striving lies in this incessant process of attaining, in other words, in life itself, and not in the thing to be attained, which must always be expressed as a formula .... 11
A historian says reductionism used by air power enthusiasts in World War II caused, ...a pattern of looking at the parts of the problem at the expense of the whole...leading to a concentration on means rather than ends, running parallel with a tendency to confuse destruction with control, and at the same time reducing strategy to a targeting problem .... 12
Reductionist planning typically takes a short-term focus at the expense of long-term effects. Problems with our economy provide an example. Offered solutions yield shortterm results at best. Long-term solutions that involve investing in capital machinery, investing in research and development, repairing our infrastructures, and developing education that will make us competitive in the future must dominate. Because political expediency obsesses planning, the long-term effects leaders sacrifice for short-term expediency could reduce competitiveness.
When planning in a reductionist, short-term fashion, three debilitating result~ occur. to study pieces of wholes to understand a larger whole, and how to combine pieces of a whole in ascending levels of clarity and coherence in relationship to a larger whole.
The order and unity of nature serve as underpinnings ofholistic planning. Ashift to the theoretical provides us a glimpse into the unity and interworkings of nature,
In the heaven of lndra, there is said to be a network of pearls, so arranged that if you look at one you see all the others reflected in it. In the same way each object in the world is not merely itself but involves every other object and in fact is everything else .... 21
The ordinary cobweb also serves as a useful example of unity and relationship in nature.
We can call a cobweb's constituent parts cells; ceils connect and relate to each other physically and abstractly. Each cell contributes to the purpose of the whole web. If a cell breaks, the cobweb loses its coherence and strength. If cells remain combined, the cobweb has strength --much more together than a single cell or the simple sum of cells.
This metaphor suggests the importance of discovering links, or relationships, between wholes in holistic planning.
Links connecting wholes, oddly enough, form an interacting whole of strengths and vulnerabilities. Links identify relationships between wholes and offer insights into combination, making them a critical component of any holistic plan. On the other hand, opponents can attack our carefully crafted wholes by attacking links. Links identify conduits for the effects of surprise, variables, or friction (chance events). Since nature consists of webs of relationships, linkages, and patterns such as cobwebs, planning should emulate nature and use its natural coherency, and strength.
Simple and complex patterns of interrelated wholes make up the universe. We can reduce wholes until we come to what the philosopher Leibniz calls the monad, or simple substance without parts. In a theoretical sense though, even monads relate to other monads bound by the bonds of physical reality and conceptual meaning. 22 We can combine simple substances with other substances to form ascending aggregates of wholes. 23 Natur e itself is a hierarchical seric~ of interrelated wholes we can ~'iew as web~, of illu~i~;n and reality.
What are wholes'? Wholes are constructs --mental and physical. Wholes represent things (physical) and ideas (mental). Wholes compose smaller wholes and comprise larger wholes. Wholes nest within each other and unfold, much the way paper dolls do, each separate yet connected, when we cut them out of a newspaper for our children. Wholes aren't simple, discrete entities; they always either relate to or connect with other entities.
Sometimes these connections or relationships are hard to find, but they exist. Wholes make up systems of wholes that transcend the mere sum of wholes. They enable us to understand the tremendously complex and relational series of entities of our world.
The universe continually actuates and changes. This process occurs through the interaction of two opposites --fragmentation and coalescence. Nature continuously changes through fragmentation. Fragmentation causes chaos, which we perceive to be dysfunctional. But within chaos wisdom exists as potential. Chaos causes dissonance, which aids synthesizing fragments into meaning. Meaning leads to wisdom.
Uncomfortable with confusion and dissonance, a human mind strives to put bits and pieces of information into wholes and to combine those wholes with other wholes. We humans attempt to make sense out of chaos by searching for patterns and developing understandable combinations. We consciously and subconsciously strive to coalesce fragmented pieces into wholes in a never-ending cycle.
The Chinese call this process the interaction of opposites. They theorize that everything has contradiction within it --the seeds of its opposite. Because of continuous change interaction creates, contradictions become apparent, enabling the opposite to rise to preeminence. Once an opposite becomes preeminent, its opposite ascends. This is the wonderful dance of energy that nature uses to ensure that living things never stagnate --the interplay of yin (light, male, known, logical) and yang (dark, female, unknown, intuitive). Sun Tzu brought the interaction of opposites to the art of war as the interacti,,n between the normal and extraordinary forces,
In battle there are only the normal and extraordinary forces, but their combinations are limitless; none can comprehend them all. For these two forces are mutually reproductive, their interaction as endless as that of interlocked rings. 24
Planners create shapes by combining wholes, synthesizing pieces of wholes into aggregates, and causing the shapes to work together to reach the end-state. The Chinese believe that discernable shapes make up the flow and change inherent in nature. 25 In our western way of thinking, planners have to learn to understand these shapes by searching for their existence or creating them.
Another theorist of war, Clausewitz, provides additional insight into holistic planning and combining wholes with larger wholes. Clausewitz thought the battlefield forms a whole composed of numerous engagements. 26 Closely related to his notion of battlefield wholes, Clausewitz suggested that defense and offense form a whole. As such, Clausewitz postulated that the defense was the stronger form of war though it had a negative aim. But the defense relates to the offense. The offense and the defense interact in the battlefield whole. While a defender, with the negative force, gains strength through recoiling like a spring and conserving energy, the attacker, with the positive force, loses strength through expending resources while attacking.
CIausewitz's trinity of war --hatred and passion, rationality, and chance and creativity --forms an abstract whole of war, each part interdependent with the others. and how wholes should combine to achieve maximum pox~er and coherc:~c,:.
COHERENCY
Coherency provides meaning and harmony among interacting parts of a plan. ,
Coherency begins with vision, a leader's or planner's mental sketch of an end-state.
Intent, which flows from the vision, defines and frames the end-state. From vision, intent, and criteria for the plan's success, combinations evolve for shaping the future.
Thus, a lucid and well-thought through vision is the sine qua non of holistic planning,
It is by means of strategic vision that the statesman shapes and controls projected change instead of simply reacting to the forces and trends that swirl without direction into the future. He accomplishes this by dint of " imagination and creativity and by balancing idealism with realism. 2s
Each plan's end-state links with a future end-state --a whole interacting with a larger whole. Vision sketches an image of the desired end-state, assisting the planner's mind in seeing possible combinations. To be coherent, a vision extends from the present to the future. In an abstract way, the planner always peers beyond the final curtain of the end-state to form follow-on activities or end-states. These end-states must relate to other end-states and shape conditions for coherency.
Holistic planners understand that vision enables parts to come together at the right time and right place to achieve desired effects. Effects influence conditions and eventually the end-state. Understanding, which emanates centrifugally from the creator of the vision, cements a plan's elements. In the American CivilWar, General Grant understood better than any other general how actions in different theaters should complement each other. We can more fully understand Grant's strategic vision and its relation to coherency and the theory of wholes with help from historian James McPherson, Perhaps Grant's greatest qualities as a commander were his wide strategic vision and his fixity of purpose .... Grant's perspective embraced the whole scope of the twin theaters of war, and he was never deflected by purely geographical objectives from his main purpose of destroying the Confederate armies. 29
Coherency helps design conditions for achieving the desired end-state. To
Clausewitz the battle was the essential element of war, but his thoughts about structuring conditions for a successful battle add a note of applicability to coherency, ...there is then no factor in war that rivals the battle in importance; and the greatest strategic skill will be displaced in creating the right conditions [italics mine] for it, choosing the right ~lace, time and line of advance, and making the fullest use of its results. 3°
Coherent conditions take advantage of the moral and physical domains of planning.
Deception, for example, shapes images in the minds of opponents; it provides a framework for surprise, and it helps keep the enemy unbalanced, fearing treachery. Planners create physical conditions too --marshalling, combining, and putting resources in place.
Planners must anticipate an opponent's capabilities to inflict harm or to stop the plan. ..a painter's effect and style do not depend on how many tubes of colors he has, the number of his brushes, or the size of his canvas, but on how he blends his colours and handles his brushes against the canvas. 31
But he also strongly argued for the absolute importance of timing, without which even the greatest combinations and synthesis of combinations fail. 32
To combine effectively, we must first fragment existing wholes, ours and the enemy's. We have to know and understand the highly interactive strengths, weaknesses, 13 and characteristics of both sides in a competition. We can then combine the fragments into a,,~regates that help us reach our envisioned end-state or that provide a comprehensive understanding of interlocking wholes stretching into the future. We also can imagine the steps we must take to reach the initial end-state and its sub.,equent relationship with the future. Clausewitzhelps us understand the concept of combination:
The strategist must...define an aim for the entire operational side of the war that will be in accordance with its purpose. In other words, he will draft the plan of the war, and the aim will determine the series of actions intended to achieve it: he will, in fact, shape the individual campaigns and, within these, decide on the individual engagements. 33
An example of a macro end-state could be adrug-free America. A drug-free America involves interacting economic, social, political, and psychological wholes. A holistic planner would fragment these wholes to search for relationships, knowledge, and understanding. The planner would then synthesize knowledge, understanding, and obvious and disparate relationships into combinations of wholes. This combination would give insight into the composition of the end-state and suggest strategies for achieving it.
Holistic planners also assess the means to accomplish the desired end-state and search for wholes or combinations. They analyze each tool, be it diplomatic, political, social, economic, psychological, or military to know, understand, and search for more relationships. Planners do the same for the opposition that inhibits our movement toward the end-state. Following this analysis, they combine parts or wholes of each tool, and sequence them to achieve desired effects. Planners realize that environmental, political, physical, and intellectual constraints have definite influence on choices of combinations, aggregates, and sequencing. Accordingly, knowing the wholes that comprise the end-state and the means we select to reach the end-state merges with a need of equal importance.
Planners have to synthesize knowledge into meaning, relationship, and relevancy. Analysis 
CONTINUITY
Plans have no end; they're only parts of larger wholes --parts of the future.
Because plans aren't ends in themselves, the planner's job never finishes, though planners feel compelled to seek closure. Planners create sequels through the planning process. The underlying premise, a priori, is that change continues into infinity.
Continuity couples thoughts and actions and links them with future thoughts and actions. With continuity, comes a continuous flow of energy and motion. Continuity relates to momentum, which relates to initiative.
Continuity links our actions with the future. Continuity also couples activities and wholes working together within the enactment of a plan. Planners aggressively seek continuity to exploit relationships between wholes, combine wholes, develop relationships (connections) between wholes, and to know how and when to sequence aggregates. Endstates relate to future end-states. Long-term effects of a plan, in reality, build bridges to J follow-on plans, bridges to the future. Thus, while working toward something that appears permanent, holistic planners recognize the temporary nature of any end-state.
While process toward an end-state occurs, holistic planners create sequels based on feedback from enacting the current plan, new leadership desires, and information about effects. As the new plan unfolds, planners again strive to build coherency through strategic vision. To this end, they create conditions nurturing the sought-after end-state, maintaining momentum, developing combinations that make the best use of resources, and searching for combinations that create synergy. As a plan unfolds, planners adjust to changes in the environment and think about sequels. Good combinations promote continuity. Combinations provide the power to create effects and shape conditions for continuous movement toward our desired end. But the holistic planner must harmonize these combinations and link them with other combinations in time and space to maximize effects on continuity. These activities take place at the tactical, operational, and strategic levels of war. 39 These levels of war link to form powerful relationships, the only differences involving resources to create combinations, temporal arrangements, and scope or breadth of activities. Tactical activities nest wi@in operational activities, which nest within strategic activities. Thus, our quest for continuity starts at the tactical level and proceeds through the operational and strategic levels of war.
In summary, as a critical aspect of holistic planning, continuity enables a force to gain.and retain the initiative, achieve momentum, respond positively to change, and most importantly, to maintain momentum. To this end General Grant,
...developed a highly uncommon ability to rise above the fortunes of a single battle and to master the flow of a long series of events, almost to the point of making any outcome of a single battle, victory, draw, or even defeat, serve his eventual purpose equally well. 4°
A PRACTICAL EXAMPLE OF HOLISTIC PLANNING
History could judge the Gulf War of 1991 to be such an aberration that it presents few planning lessons. Pundits will argue that coalition forces weren't faced with the constraint of time, a hostile host nation from which to stage forces, a worthy foe, and neither significant variable influence nor friction. Yet, even if historians judge the Gulf War to be an aberration, the war serves to illustrate holistic planning because planners, at all levels, developed and used well two of three tenets of holistic planning --coherency and combination. The third tenet, continuity, proved inadequate. If the Gulf War was an aberration, its successful planning provides a standard to help people learn to plan holistically. If the Gulf War was the way we typically do things during a major crisis, the war should serve as a planning model for all societal planners to emulate.
Gulf War leaders hadaclear vision of the end-state. This vision provided a remarkable continuity that influenced use of all instruments of diplomacy, including use of violence. In the realm of violence, coherency permeated the entire fighting force, even though the forces were different in terms of function and nationality. Vision, as leaders articulated in their concepts of operation, enabled planners, using wholes in the system of wholes, to focus and constrain violence, limit objectives, develop proper combinations, and sequence violence.
Coherency enabled planners to synthesize parts of wholes and entire wholes thereby Gulf War planners at the tactical, operational, and strategic levels of war effectively used combinations. Shortly after Saddam Hussein's forces subjugated Kuwait, the United
States started combining economic, political, and military resources to liberate Kuwait and protect the world's access to oil. Generally, world leaders opposed Saddam's aggression through unified efforts to impose an embargo on Iraq; they issued the strongest political and diplomatic protests and threats. Moreover, they enacted stiff economic sanctions.
Through the United Nations, President Bush dispatched elements of the U.S. armed forces.
Thus, even in the earliest stages of the crisis, strategic planners used and sequenced weltanschauung. This change will be dramatic but as physicist David Bohm explains, ...man's general way of thinking of the totality...is crucial for overall order of the human mind itself. If he thinks of the totality as constituted of independent fragments then that is how his mind will tend to operate, but if he can include everything coherently and harmoniously in an overall whole that is undivided, unbroken...then his mind will tend to move in a similar way, and from this will flow an orderly action within the whole. 41
As members of organizations, we'll always be involved with planning. Thus we have to adjust our habitual way of thinking. Instead of concentrating only on analysis, analysis and synthesis must merge to create a new, higher order of thought. We also have to think about opposites, wholes, and end-states from our perspective and from that of an opponent. Thinking about opposites will always be difficult; most people don't normally think dialectically. Yet, through dialectic thinking, we can attain the type of creativity we need to use holistic planning. 42
In our organizations, inter-disciplinary groups could help holistic planning. Each member of the group would have a particular functional expertise; however, each would work toward accomplishing a planning goal that transcends either personal goals or the goals of their parent organization. Having senior leadership appoint a s vnthcsb, er responsible for developing the plan highlightsa critical aspect of this process. S.vnthesilers would search for relationships, identify linkages, and pull together fragments into wholes.
To reach the end-state, the synthesizer would encourage group members to engage in higher-level thinking by searching for coherency, combinations, and continuity. Th~ synthesizer would foster integration by requiring planners to participate in process reviews and would ask planners questions to promote synthesis. The synthesizer would help find meaning, relevancy, and short-and long-term effects in planner's intellectual energy.
In government and industry training programs for senior leaders, instructors shouldn't teach method, procedure, or fact without helping students learn relevancy and relationships to other methods, procedures, or facts. Instructors must continuously ask students: So what? Why? What does it mean? How does it relate to other things? How can we combine things to create synergy? Examinations, presentations, and papers can't be simple regurgitation of facts --students must relate facts to other things, display synthesis, and create, evaluate, adjust, and criticize combinations.
Whether in government or industry, history and military theory can help leaders learn to plan. History and theory provide a way to examine and gain perspective of critical elements of holistic planning, e.g., strategic vision, coherency, definition of endstates, combinations of wholes, and continuity.
Planning sessions should promote thinking about holistic planning. Leaders should confront planners and challenge them to rise above analysis and reductionism, think at high levels, and search for combinations, relevancy, and meaning. They should subtly promote synthesis, the key thinking skill in holistic planning, by searching for coherency and closure after each planning session. When faced with such challenges, planners will learn to synthesize.
Throughout government and industry, planners need formal courses in high-level planning where they have to deal with a volatile future and work with complicated resources and end-states that appear unrelated. Planners should engage in a level of thought in which they deal with long-term effects, and social, economic, political, and military instruments of power to affect change and reach end-states. Instructors should require planners to combine parts of instruments of statecraft and synthesize facts analysis produces into coherent, linked wholes. Of particular importance, planners should think through relationships combining economic, political, social, and military resources.
After developing holistic plans, corporate and government student planners should design ways to defeat their plans, concentrating on relationships and links between wholes, and destroying coherence. Then, from the results of this conceptual assault, the student planner should design alternative end-states, branches and sequels, and conditions for peace. Planners also should show proficiency in seeking and designing ways to exploit patterns and shapes through whole fragmentation and aggregate development.
We need to find creative thinkers and involve them in developing holistic plans to shape the future. Creative people seem to enjoy developing new ideas, seeking relationships, and searching for unorthodox solutions. I don't, however, advocate complete reliance on creative thinkers. Instead, we need to combine the mental capabilities of creative thinkers with those of analytic, pragmatic thinkers to produce a new whole. In this whole, opposites would interact to produce fresh, creative ideas tempered by realism.
Our most treasured asset, mental capability, also has its negative side. The negative side can lead to seeing things in isolation, to being solipsistic, to succumbing to passivity, to sublimating positive will to negative fatalism, and to adhering slavishly to the status quo. Simply put, the negative side of our minds contests with the positive side for dominance. If the negative side dominates, people will be susceptible to viewing change negatively. If the positive side dominates, people will be susceptible to excessive optimism about the opportunities change provides. Taking the argument further, on one hand, our minds need the balance the negative side provides. On the other hand, the negative side shouldn't dominate the whole of our mental capability. The negative must interact with the positive to create a delicate equilibrium. Reducing the contest to its simplest state, failure to balance and exploit the wholeness of our minds means that change could cause reactive behavior, a philosophy of the righteousness of muddling along, or the deadly stultifying effects of mental paralysis.
Through these subtle yet real interactions of opposites --the negative and positive sides of our minds --a new synthesis can emerge. A planner's greatest challenge remains controlling the mind's negative side and enabling the positive side to spring forth. This extraordinary interaction of opposites provides the brilliant ideas needed for creation and the pragmatism for these ideas to survive.
39 The Army's field manual, FM L00-50per.ations, May 1986, discusses the levels of war and their relationships. Each level relates to the other and is a microcosm of its higher order. Each level of war comprises a whole that is composed of smaller wholes. Interestingly though, large wholes enfold smaller wholes. For example, the strategic level of war enfolds the operational level and the operational level enfolds the tactical level. Similar to the hologram, the tactical level forms a part of the operational level as the operational level forms a part of the strategic level of war. Using these relationships, we can expand Clausewitz's notion that only engagements make up the whole of the battlefield. Instead engagements, battles, and campaigns link and constitute the whole of the battlefield. Additionally, military forces fight engagements at the tactical level, and battles, major military operations, and campaigns, at the operational level of war. National strategy, national military strategy, and theater of war strategy flow from the strategic level of war. The process of knowing the situation goes on not only before but also after the formulation of a military plan. The carrying out of a plan, from its very beginning to the conclusion of an operation, is another process of knowing the situation .... There is need to examine anew whether the plan mapped out in the earlier process corresponds with the actualities. If the plan does not correspond...we must, according to fresh knowledge, form new judgments and make new decisions .... There are partial modifications in almost every operation, and sometimes even a complete change.
A hothead who does not know how to change his plan, or is unwilling to change it but acts blindly, will inevitably run his head against a brick wall. I Kuwait, yet keep it at a regional level, thereby negating U.S.
entry into the conflict.
The lever by which Mao moved China was the power of the peasant masses. The force behind the lever was hatred, which Mao turned to his use. In Kuwait, the majority of people are well-off financially. However, they are also expatriates. They present a vast pool of potentially angry, frustrated people because of their relative position in Kuwait. They are a ready breeding ground for any group that claims to represent the hopes and aspirations of the people, is led by the people, and can claim that it knows how to change the system to bring them equality.
The Amir retains power in part through his much hated and feared secret police, known as the Mukhabarat. They keep a tight rein on expatriates and will deport anyone suspected of disloyalty to the Amir or to the policies of Kuwait. Therefore, it's quite difficult to initiate an opposition effort from within Kuwait.
The qeoqraphy of Iraq is uniquely situated to sponsor an insurgency in Kuwait. It shares a long, common border with Kuwait. 
